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Management Reviews 
Progress Report I 
The Consultative Group on International Agricultural Research has 
decided, in accordance with one of the recommendations of the Second Review 
Committee, that the Secretariat should organize management reviews of each 
center, as part of the periodic external review process. One such review 
has been conducted, of CIP, and others are being planned. This report is 
intended to provide the members with a summary of progress in planning and 
conducting management reviews of the centers as a basis for discussion of 
this subject under item 8 of the agenda for the meeting of the Group on 
May 23-25, 1983. 
General 
The reviews have been seen as a mechanism for a broad-gauged 
assessment of a center's management structures and procedures. A review, 
which will normally involve from two to four team members, will not go into 
each aspect of management in detail, nor determine specific remedies for 
any problems encountered. Instead it will identify areas that may need 
attention and suggest possible ways of approaching them, leaving action to 
the board of the center. In addition, the review will identify management 
issues of concern beyond the center itself and make recommendations to the 
Group on such issues. It may also call attention to methods or experiences 
which may be of value to other centers. 
A checklist of issues to be considered for attention during 
management reviews was prepared and circulated to the Group in connection 
with the review of CIP. Experience in that case has suggested several 
changes which are reflected in the revised version, attached. The 
checklist will continue to be open to improvement. It will be supplemented 
and if necessary modified in the case of each individual management review 
by the addition of a set of questions specific to the center. The 
principal changes made from the earlier version were the insertion of an 
additional purpose, namely to ascertain the capacity of center management 
to identify and respond to problems, and the addition of a reference to 
specific restricted core as well as special projects. 
Experience with the CIP management review -- which of necessity 
was done in a hurry -- confirmed the expectation that long-term advance 
planning will be helpful in achieving completeness and increasing insight 
into the working of a center. As indicated below, steps are being taken to 
make plans well in advance of scheduled review dates from now on. 
One important aspect of the process, not possible in the CIP 
review, is the collection from the Board, from center management, and from 
the donors, of particular concerns in the management area on which the 
review should focus. This should be done as early in the planning of the 
review as possible. 
As a general principle, the virtues of having the management 
review conducted in conjunction with the scientific and program review 
organized by the TAC are self-evident. There is, however, a problem of 
concentration of workload on the center, and there may be occasions when 
the timing of a management review needs to be separated from the scientific 
review for practical reasons. Until more experience is gained, it is 
planned to retain the practice of having the two reviews conducted 
together, but to modify it if circumstances dictate. 
The TAC is considering a revision of the guidelines for the 
external reviews, but decided at its 30th meeting to delay completing this 
revision until it was possible to draft a comparable set of guidelines for 
management reviews for comparison. The experience at CIP demonstrates the 
inevitability of overlap between the two reviews in substance, but also 
illustrates that it is possible without serious difficulty to cover the 
material in each report in complementary and non-duplicating fashion. 
Considerably more experience may be needed before it will be possible to 
codify the exact relationship of the two reviews. In the meantime we do 
not expect great difficulty in practice. 
Specific Reviews 
CIP: The field review of CIP was completed on schedule, and the 
initial reactions of both TAC and the center to the draft report were 
generally positive. The final report will move through a review process 
along with the external review which contains a complementary chapter on 
management issues. Both the external review and the management review 
should be on the agenda of the Group in November 1983. There will be 
comments by the Board of CIP and by TAC and a transmittal from the CGIAR 
Secretariat for the Group to consider along with the report itself. 
I CARDA: The early date of the external review for ICARDA, and 
the fact that the center was making a number of changes in both personnel 
and management systems, made it inadvisable to mount the management review 
concurrently with the external review. Professor James Hirst, who is a 
member of the external review team, has agreed to head the management 
review and to conduct a preliminary phase during the external review. The 
management review proper will be held about a year later with Professor 
Hirst providing both the leadership and the link to the external review. 
WARDA: The focus of the management review will have to be 
adjusted to the fact that WARDA has a board composed of governmental 
representatives, and that the CGIAR provides only about a third of the 
total support for the center. The present plan is to conduct the 
management review along with the external review in the latter half of 
1983. 
I ITA: The management review is planned to mesh with the external 
review to take place late in 1983. 
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CIAT, ICRISAT and IFPRI: The Secretariat is in initial contact 
with the directors and board chairmen to start planning for the reviews. 
Personnel 
The Secretariat is looking actively for a management specialist 
to undertake the significant task of organizing the management review 
process and to provide technical support, as required, to centers in all 
management related fields. Contrary to earlier expectations, it is not 
planned that the specialist will actually participate as a member of review 
teams since playing this role might conflict in time and approach with his 
other responsibilities. He will provide them with such support as they 
require. 
It seems both more practical and more appropriate for the teams 
to be composed of individuals selected from a specially prepared roster of 
senior, experienced persons with a background in the management of 
scientific research in developing countries and experience and, to the 
extent possible, direct involvement in some role in the CGIAR system. Each 
team would normally include a general management expert, someone with 
detailed background in finance and accounting, and someone expert in the 
personnel area. 
The management specialist on the Secretariat staff would be 
expected to become personally familiar with the management systems of the 
centers and be able to provide direct and quick support to centers when 
problems arise. He would also build up a stable of consultants with 
experience in the CGIAR system who could be relied upon by centers for 
various forms of technical assistance. 
In the process of building up a list of people qualified to take 
part in management review teams, we have looked mainly for people with 
experience in the CGIAR system who also possess the management skills 
required. As time goes on we will want to expand this list to include 
individuals from outside the system who have sufficient background in the 
management of research and experience of work in developing countries to 
fit quickly into the task, but can also bring fresh viewpoints to the 
work. Suggestions of names to add to the list are welcome from members of 
the Group at any time. 
Issues for Discussion 
1. Responsiveness of the overall approach taken so far to management 
reviews to the requirements of Group members. 
2. Appropriateness of the checklist for management reviews and the 
approach to its use in the review process. 
3. Improving the mechanisms for ensuring that donor concerns are 
adequately considered in the management review of each center. 
4. Possible sources of expertise for management reviews. 
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MANAGEMENT REVIEWS CHECKLIST 
Puruoses 
The broad purposes of the management reviews of International 
Agricultural Research Centers are: 
1. To provide the center's board, and through the board the center 
director, with insights into the management effectiveness of 
the center. These insights should enable the board and the 
director to improve the efficiency of the center. 
2. To assure the Group, and particularly the donors, that high 
standards of management are being maintained in the centers 
they support. 
3. To ascertain whether the management is receptive to change and 
whether the administrative and financial systems are designed 
and operating in such a way as to permit discovery and 
correction of major weaknesses. 
4. To identify management practices at one center that may have 
broader application in the system. 
5. To identify elements or circumstances that have important 
positive or negative influences on the center's efficiency: for 
example practices of donors, regulations of the host country, 
and activities of the CGIAR system itself. Where appropriate, 
to suggest constructive change. 
List of Tooics to Examine 
I. Organizational structure: 
A. Board of Trustees 
1. Relationship between the board and center management. 
2. Suitability of representation on the board. 
3. Committees of the board, purpose and function. 
4. Involvement in determining center policies, long-term plans, 
budgets, salary levels, and other policy and operational 
matters. 
5. Role in oversight of center operations. 
- 
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B. Center Management 
1. Clear definition of roles. 
2. Professionalism and experience of managers. 
3. Program for improving management capabilities. 
4. Approach to staff development. 
C. Chain of Command 
1. Responsibility for 
2. Responsibility for 
3. Responsibility for 
4. Responsibility for 
D. Management Information 
research programs. 
training, publications, library. 
administrative functions. 
off-campus operations. 
System 
II. Internal Communications 
A. Clear statement of center objectives. 
B. Communications between and among board, management, scientists, 
other employees. 
c. Awareness of center policy and constraints at all levels. 
D. Communications between headquarters and off-campus personnel. 
III. Planning 
A. 
B. 
C. 
D. 
Translation of long-term scientific and program plan into 
operational goals. 
Role of management considerations in the preparation of long-term 
plan. 
Degree to which budgets and other operational documents reflect 
long-term plan. 
Mechanisms for monitoring plan implementation and adjusting plans 
in the light of experience. 
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IV. Budget 
A. Nature of the budget preparation and review process. 
B. System for ensuring compliance with the decisions made in the 
budget process. 
C. Interaction between the center budget process and that of the CGIAR 
system. 
D. Use of budget as a "management tool" at all levels. 
E. Degree of decentralization of responsibility for budget execution 
to program leaders. 
V. Financial Systems 
A. Authority and responsibility of the controller. 
B. Adequacy of accounting systems to provide necessary financial 
control and to meet the information needs of the board, center 
management, auditors and donors. 
c. Banking arrangements, currency management, adjusting to inflation, 
cash management, adequacy of investment policies, reserves, 
expenditure controls. 
D. Quality and scope of external audits, mechanisms for taking action 
on audit findings. 
E. Internal audit procedures, if any. Operational audits. 
F. Provisions for appraising capital requirements, managing capital 
funds, and timing expenditures. 
G. Involvement of board in financial management. 
H. Payroll system. 
I. Risk management (insurance, bonding; etc.). 
J. Reporting from off-campus stations. 
VI. Administrative Office 
A. Authority and responsibility of the administrative officer. 
B. Adequacy of procurement, inventory management, fixed asset 
management, maintenance, security, stores, vehicle pools and other 
systems. 
c. Farm management. 
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VII. Personnel Issues 
A. 
B. 
C. 
D. 
E. 
F. 
G. 
H. 
I. 
Role of the personnel office, status and responsibilities of the 
chief of personnel. 
Salary and benefit structure for international and local staff; 
mechanism for adjustment. 
Staff evaluation procedures, and linkages to salary adjustments. 
Retirement and insurance. 
Benefits for international staff. 
Employment of women. 
Career development and training. 
Arrangements for outposting and borrowing staff. 
Balance of nationalities on staff. 
VII ID Information* 
A. Library facilities and services. 
B. Computers and information management. 
C. Publications and audio-visual production and distribution. 
IX. Host Country Relationship 
A. Appropriateness of formal agreements; center status. 
B. Center relationship with policy-making officials of the host 
country. 
c. Representation on the board. 
D. Status of host country scientists on center staff. 
E. Relationships with teaching and research institutions in the host 
country. 
X. Soecial Projects and Restricted Core 
A. Financial, administrative and other impacts of special projects and 
restricted core funding on the center. 
B. Status of special project and restricted core funded personnel. 
*This category is closely allied to the concerns of the quinquennial reviews. 
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XI. Contract Management 
A. Management of contracts for research and other purposes. 
B. Responsibility for management of contracts. 
C. Adequacy of quality and performance controls over contractors. 
D. Integration of contracted services with the balance of the program. 
XII. Use of Resources: 
A. Efficiency of use of personnel, physical and financial resources. 
B. Use of resources for research, training and support. 
C. Exploitation of opportunities for earning income. 
XIII. Relationships with Other International Research Organizations 
A. Interaction with other CGIAR centers and other international 
research organizations; the center's role in the system. 
B. Appraisal of the impact of these relationships on the center's 
management and use of resources. 
